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Introduction

Hello and welcome to the Practical IT Manager GOLD Series. I'm
Mike Sisco, President of MDE Enterprises, Inc. and a career IT
manager and CIO of more than 20 years.

Since 2000, | have devoted my life to, "helping IT managers of the
world achieve more success”. My practical processes and tools are
used by thousands of IT managers in every part of the world.

The challenge of managing technology resources has never been
A more demanding than it is now. Change occurs more rapidly and
Mike Sisco, ITBMC  technology resources are in more demand than ever before.

People and companies respond to strong leadership. Effective leadership skills give a
technology manager an edge in creating and maintaining a stable business
environment. This leads to more success and an IT organization that's valued and
appreciated by the business managers of your company.

The material contained in the entire Practical IT Manager GOLD Series of books has
been developed from my experience in managing technical organizations of all sizes for
more than 20 years. The examples are ‘real life’ experiences of things | know to work, or
hard lessons learned from things that did not work. | developed every process and tool
you will learn about to help me manage IT organizations during my career. They worked
for me and will for you as well.

Two tools | use to enhance the material or to clarify a point are:
Sidebar: a comment or clarification to help make a point
Personal Note: a personal experience or “war story” to reinforce a point.

You will find a bit of humor to make the reading more enjoyable and to emphasize
certain points. Because of my very “dry sense of humor”, you may have to look for the
humor, , , sorry about that. | also hope you like the images | pop in at times to make the
reading more interesting.

I\
N

—
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The Practical IT Manager GOLD Series includes the following titles:
IT Management-101: fundamentals to achieve more™
IT Assessment: the key to IT success
IT Strategy: align your IT vision for business value
IT Organization: right-size your organization for success
IT Project Management: a practical approach
IT Staff Motivation and Development: build a world class team
IT Asset Management: tracking technology assets
IT Budgeting: operational and capital budgeting made easy
IT Due Diligence: merger & acquisition discovery process
IT Assimilation: consolidating redundant technologies
What to Look For in a CIO: get more value from your IT investment
, » » plus more titles to come

To view the Table of Contents for each publication or to discover other IT manager
products and services we offer , go to www.itmanagerinstitute.com for more information.

Interested in our IT Manager Institute and IT Business
Manager Certification (ITBMC) program? It is one of the
most successful IT manager training programs in the
industry and available in both classroom and self study
formats. Go to www.itmanagerinstitute.com for details.

Managing IT organizations at a high level is serious
business, but having fun along the way is also important. |
hope you find the material helpful in your quest and
welcome your feedback. You may contact me at
mike@mde.net .

Best regards and success,

Mike Sisco, ITBMC

MDE Enterprises, Inc.
www.itmanagerinstitute.com

Additional resources from Mike Sisco
ITLever Blog www.itlever.com
Free tips and tools, , , updated frequently

IT Manager Institute www.itmanagerinstitute.com
Both classroom and self study versions are available

20 Minute IT Manager www.20minuteitmanager.com
Complete library of over 160 e-Learning sessions
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|. Project Management, , , Key to IT Credibility

The key to IT credibility is being able to deliver projects successfully, , ,
ontime,, ,
within budget, , ,
and meet client needs.

Sounds pretty simple doesn’t it?

It should be but unfortunately the IT world has given itself a credibility “black eye”. Are
you aware there are studies that suggest IT project failure rate to be as high as 70%?

Let’s say these studies are seriously exaggerated, , , and the failure rate is only half of
what they say. It would still be 35% failure, , , and that’s simply terrible. If 3 out of 10 of
our projects fail, IT credibility is shot.

You simply cannot be a credible and reliable IT organization if you cannot deliver
projects successfully, and let’s face it, , , projects are what we do in IT all the time.

Project failure is real. I've seen it for years in organizations I've joined and in companies
we have acquired. Studies and surveys confirm it every year.

itis a very big prOblem !

IT project failure costs companies around the world billions in lost capital and
productivity every year.
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Project failure is such a big issue that | include it as one of the three key reasons an IT
organization fails. In my book IT Management-101: fundamentals to achieve more |
highlight project failure as a key threat to success in the Triple Threat to IT Success™.

Triple Threat to IT Success™

IT-Business

Project
failure

More focus is being placed on project management skills by companies of all sizes. The
reason is that failed projects are huge impacts to a company’s plans and can even
affect Profit and Loss (P&L) projections. Nothing gets the attention of the CEO more
than negative impact to profitability.

However, many companies do not instill a project management process in their
company. This is more true of small and medium size companies. There seems to be
essentially three reasons why this is the case with smaller companies:

1. They don'’t realize it is needed.

2. They do not know how to manage projects.

3. It requires too much work and discipline.

The result of having no project management discipline in your company is obviously
going to be lots of project failure.

Large companies are not immune to project failure, , , it is also high in big companies,
but for a different reason, , , we will get to what | believe to be the underlying reason
for project failure in companies in just a few minutes.

You see, big companies invest millions in project
management. They recognize the problem and
Project failure is understand the implications of failed projects, , ,
financially, in lost productivity, and in employee morale.

us !l

Project failure takes a big toll out of companies.
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The problem is that you would think this issue would get better, but high failure rates are
consistently reported year after year in companies of all sizes and in all industries.

The reason you would think the problem would decline is because of:
- Lots of press about it
- Dozens of solid project management methodologies available
- All kinds of tools and education available
- Project management certifications have increased tenfold

Yet IT project failure remains high year after year and it is killing our IT -*"
credibility. )

Managing projects is not all that difficult if you know what to do. Sure, there are complex
projects, , , but the processes and tools you need to deliver a complex project can be
simple, , , practical and simple works very well.

Let me explain. I've been managing projects since the late 1970’s when | joined IBM as
a Systems Engineer (SE). My job was to install new computer systems and software for
companies who were purchasing their very first computer system.

It was the mini-computer era and an exciting time. No one used the term “project
management” then, , , there were no official methodologies or project management
certifications. The Project Management Institute (PMI) did not exist, , , it was the dark
ages to be sure.

But what we knew how to do was deliver and install computer systems and get business
applications up and running predictably and efficiently.

In fact, in my rookie year at IBM | installed 13 systems, , , more new systems than any
SE had ever installed from our office. | received a Regional Manager’s Award for it and
a nice bonus check.

Every system went in like clockwork and there were times when | had three installations
going at the same time while supporting more than 30 existing clients in a large 9,000
square mile territory, , , in all kinds of industry, , , manufacturing, healthcare, distribution,
construction, and retail.

There was no project management software, , , Microsoft
didn’t exist, , , and we didn’t even have spreadsheets in
these early days.

OK, OK, , , you now know I'm an old guy.
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What I'm trying to convey is that we managed large projects very well with pencil and
paper, , , no automated tools, , , not even spreadsheets. You see, there were no laptops
in those days.

Not only that, our clients had zero knowledge of technology
because it was their very first computer system.

Pencil and paper, , , hmmm.

What | did have was a project schedule of sorts, , , although we
- didn’t call it that in those days. IBM taught me the proper steps
i to install a new system, , , from start to finish. Then they gave
me a pad of forms to use to create an installation schedule.

We called it an Installation Plan, , , project management didn’t exist in the early days.

But here is what happened, , , computers and systems technology grew at a rapid pace
as you know. With this growth came a need for technology support, , , the IT ranks grew
in leaps and bounds in the 1980’s and 1990’s.

With this growth evolved IT organizations in virtually every company of any size. And
what do all IT shops have in common? They implement projects to add new servers,
new software, perform upgrades and convert one system platform to another platform.

The IT world is always filled with projects of all types.

With all of this project activity we started seeing project failure after failure. In fact the
problems with IT project failure essentially created a multi-billion dollar industry in
something we now call project management.

This is why organizations like PMI and dozens of others are so successful in developing
methodologies, tools and training to deal with the problem.

The project management movement began to grow very fast in the 1990’s. Prior to 1990
you rarely saw anyone with a project management certification like the PMP (Project
Management Professional). Today if you want a project management job, you almost
have to have a PMP to get in the door for an interview.

Not only that, prior to 1990 you rarely saw a job profile for Project

Manager. W .
So, there has been tremendous focus on project management in e W’
companies throughout the world, , , yet project failure remains high. b d

Why? I‘Pﬁv
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Here it is, , , the underlying reason for project failure in IT organizations is because
of “who we are”.

That'’s right, our personality traits actually contribute to our downfall in being able to
manage projects effectively.

You see, the vast majority of us in IT have similar personality types, , , better described
as work behavior profiles. I've observed and researched this issue for more than 15
years and what | have discovered is startling.

Put me in a room of 10, 50, or 100 IT people and | can tell you the work behavior profile
make-up of the room, , , and get it correct every time. I've seen it consistently as a CIO
when our company acquired over 40 companies and in conducting considerable more
research on the topic.

Initially, | thought it was just a coincidence that different IT organizations had the same
work behavior profile mix, , , over time | just realized, , ,

IT attracts a certain type of personality

I’'m not going to spend time to discuss all the details here other than to mention the traits
that cause us a problem when it comes to project management. If you want to learn
more about IT employee work behavior traits and the Triple Threat to IT Success, take a
look at my book, IT Management-101: fundamentals to achieve more.

Mk Sisco's |
Practical IT Manager GOLD Series a‘

IT Management-101

fundamentals to pchipve maore™

4

»

Over 70% of us in IT are introverted. All this means is that we are shy and more
reserved outside of our immediate network. 90% of us are technically oriented, , , a
good thing. 90% of us are high detalil, , , also a good thing.

What helps us succeed as technicians gets in our way as managers. Our affinity for
technology and high detail traits are great for technical jobs, , , but not so great for
managing projects.
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Being introverted is not really a problem for a programmer, a systems administrator, or
even someone on the Help Desk. But when you become a project manager or an IT
manager, strong communication skills need to be a core competency.

Most of us in IT are introverted and shy as | mentioned, , , over 70%. This usually
means our communication skills are weaker plus there is another very big challenge
that comes with being introverted.

Our desire to communicate outside our inner circle is lower, , , it's not important for us to
talk just to be talking, , , to socialize. We aren’t sociable types unless it is with our
buddies, , , our inner circle.

Personal Note: An example might help you with this one. I'm introverted just like 70%
in IT are. My wife is extroverted. Maybe it’s true opposites attract.

Dorine is always telling me about conversations she has with complete strangers in the
grocery store. Lengthy conversations and she learns some of the most amazing things.

It never happens to me, , , never. The reason is because | don’t make myself
approachable, , , I'm not really open to a lot of casual conversation with people | don'’t
know, , , why bother, , , I'm there to get a few things and get out!

And there is also the thought of | don’t really have much to say that anyone would be
interested in.

Obviously, this is not the case. Also, it's not that | don’t speak to people and enjoy
others, , , but | tend to focus on my mission and get in and get out. Dorine might spend
twice the time at the grocery to do the same thing as | would, , , she is extroverted and
likes communicating with people.

Introverted people do not get charged up by this, , , it simply isn’t as important for us.

Well, if you are a project manager, , , you have to communicate
effectively outside of your inner circle. This lower desire to
communicate hampers our focus on project management and doing
what we need to do to deliver a project successfully.

;. 4

Poor communication is the primary culprit that causes project failure.

I'll bring these work behavior challenges up as we walk through this
book to point out why we struggle with certain aspects of project management, , , and
why these struggles cause lots of project failure in the IT world.
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The fact there is so much project failure presents you with a tremendous opportunity
as an IT manager. When your team begins delivering projects successfully it will
separate you from other IT managers who do not.

Remember, , ,

Project success
is the kt;:}lz
to credibili

Understanding the dynamics of project management can separate you from your
counterparts and help you establish a success rate to be envied. These successes
make you more valuable to your company and enhance your career opportunities.

Suddenly, you become a manager who can do what he says he can. This is powerful
and makes you the manager people will trust, , , again, it is a credibility factor.

It will also give you insight to develop project management skills in your organization. A
strong technical resource with solid project management capability is hard to find, but it
is the type of resource you want to have throughout your organization.

Incorporating these skills in your organization allows
your team to accomplish more in a

predictable fashion and to
create credibility.
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| mentioned the Project Management Institute (PMI) and their PMP certification earlier.
The PMI web site is www.pmi.org.

If you are interested in obtaining a PMP certification you will find dozens of companies

who provide PMP preparatory classes.

One company in particular that I've observed to do an
excellent job in the project management space is
TenStep, Inc. This company provides worldwide
resources for project management including training, tools
and templates, and consulting services.

See www.tenstep.com.

///I"Ih.

Tom Mochal, President of TenStep, and | developed a series of e-Learning training
containing over 160 sessions in the 20 Minute IT Manager series.

See www.20minuteitmanager.com. Topics fall into five main categories:

- Project management &

- IT management .

- People management -
- Leadership 20 Minute IT Manager
- Professional development by The Management Mentors

| do not have a PMP certification, but | have successfully managed hundreds of large
projects in my career. If | were planning to seek employment as a project manager, |
would definitely obtain a PMP certification.

You don’t need a PMP in an IT manager role but it won’t hurt. If you run large projects,
you may want to invest in your people and have them obtain a certification.

Sidebar: Just because you have a PMP or some other type of project
management certification does not mean you can manage a project
successfully. What it says is you have gained the knowledge and passed an
exam stating you know how to.

Knowing how and actually doing it are two separate issues.

When | recruit a project manager the fact he has a PMP is noteworthy but not
what I'll base the hiring on. I'm much more interested in what the person has
accomplished, how he handles certain situations, and whether he can show
me he knows how to deal with people, clients and project issues.

I'll learn this in an interview and documentation he can provide, , , not by
H looking at a PMP certificate.
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There are three key things senior managers want out of any project you manage:
1. Complete the project on time
2. Complete the project within budget
3. Deliver what the client expects

They want a predictable result with no surprises.

Think about this for a minute. Isn’t this exactly what you want from your vendor who is
delivering new technology for you?

You know it is.

NO SURPRISES !!

Establish a consistent track record of managing projects successfully and you will gain a
considerable following from senior managers, department managers and their
employees, , , even IT employees of your company.

In this book, we are going to keep it simple. I’'m going to give you a project management
process I've used for hundreds of projects, , , no theory, just practical steps and tools
that will help you deliver projects successfully.

Remember, | come from the days of pencil and paper, , , so it had to be simple.

You can get complex and bogged down in detail to the “nth degree”, but the reality is
you don’t have to in order to be successful. My approach is as simple and
straightforward as you will find, , , but it works and that is the key.

There are 6 key parts to manage a project effectively using my approach:
Define the project objectives

Quantify project deliverables

Identify resource requirements

Develop a budget

Develop the project schedule

Execute and monitor the plan

oUW~

We will discuss each of these parts in detail in the following chapters.
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Il. Projects Have a Triple Constraint

All projects have a triple constraint. Do something that affects one of them and you tend
to have repercussions that affect one or both of the other two.

The triple constraint is:

Time

Resource

Money

There are a couple of dynamics you have to think about when putting a project plan
together. First of all, resource availability and money can dictate when you can work on
a project, , , they can literally force the timing of a project.

Timing is impacted by a lot of things, , ,things like spend more money to go faster, , , or
go slower to reduce risk, , , or wait to start the project when a key resource is available.

Here is another example. Let’s say you are in the middle of a project and a key resource
gets sick and can’t work on the project. This disruption can certainly affect the delivery
timing of the project and maybe even the cost of the project.

The point is that there are three key constraints in a project. Do something that impacts
one of the constraints and it usually has an impact on one or both of the other two
constraints.

Be aware of the triple constraint to project management as you develop a project plan
and go about executing it.
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Another cautionary thought to consider is this:

Projects cost more
and take longer
than you expect

That’s right, , , consider this the golden rule of project management.

I’'m sure you have started a small technology project in an area you are not so familiar
with. You think the project is going to take one to two hours to do, , , and before you
know it, you have spent half the day and still have no end in sight.

A challenge your IT employees have is that they want to be accurate and precise, so
they build in time and money for things assuming everything is going to go exactly as
planned.

Unfortunately, things rarely happen exactly as planned.

If you do not have buffer built into your plan, SU
your odds of delivering a project successfully ccEss

are pretty low. P

ill di isi i Ay L \/
We will discuss this issue much more in the AR I'].-"‘!’*
>

pages that follow. *ﬂ
-
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lll. Define the Project Objectives

Your CEO approaches you and says he wants you to automate a part of the business.

Fantastic, you have a project and we are “off to the races” to do something that has the
highest visibility in the company.

Whoa, , , you need to stop right there.

Never start a project until you fully understand the goal and objectives of the project. For
example, automating a component of the business has a lot of implications. It might be
needed for most anything, such as:
- Reduce costs to improve profitability
Maintain a competitive edge
Catch up with competition
- Position the company for a new product offering
- Improve staff productivity so we can grow without hiring

Remember what | said in the first chapter about, “our personality traits tend to cause
project failure”? This is the first part of it and let me explain what’s going on.

First, a summary of the majority of IT employee work behavior traits:
- Over 85% have a high sense of urgency.
- Over 70% are introverted and shy.
- Over 90% are independent self-starters who like to get things done.
- Over 90% are high detail who want to do things done “our way”.

What this means is the vast majority of us in IT have a personality that says, , ,

Let'sdoit
Do it now
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This type of personality wants to get the project assignment and get after it so they can
complete it and get on with the next project, , , high sense of urgency and poor
communicators with anyone outside their immediate network or inner circle.

The vast amount of project failure is caused because IT people do not do the up front
work to clearly define the project and set appropriate client expectations.

We are so geared to doing the work, , , we fail to define and organize the work so we
can actually be successful.

Remember this, , , if you do not know the project objectives and reach agreement on
the specific deliverables of the project, you have 0% chance of success.

Defining the objectives and quantifying the deliverables are the two up front pieces that
must be completed before you work on any of the project tasks.

Let’s go back to our example for just a minute, , , “automate a part of the company”.

The CEO who wants this may not know what the full implications are of
automating this part of the business, , , or even be able to articulate

why he wants it. (S 1
"2}
Part of defining the project goal and objectives is to validate that the \
project is appropriate and to determine what the true objectives are. %\
Working through this with the CEO may indicate other approaches are - -

actually more beneficial in achieving his goal.

Collaboration and discussion between the business managers who want certain things
with IT managers who manage technology support is a key first step.

So, before you simply start working on tasks, it's important to establish exactly why the
CEO wants this particular project accomplished, , , and what it is.

As you get into the conversation, you might discover that this project is really only one
part of a series of projects that accomplish the ultimate goal he has in mind. You might
also determine that the project, while important, is not the item that can do the most to
achieve the CEQ’s goal.

You may also discover the goal impacts other current projects or planned projects.
Defining a clear cut goal and objectives is critical before you begin developing a plan.

Without a full understanding, it's possible, even likely that you will complete the project
and miss the goal. What a travesty that would be! It happens all the time.
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Everyone is usually in such a hurry to get started, especially if the CEO asks for help,
that people charge after what they think is the target.

It’'s impossible to hit a target if you haven’t clearly defined what it is and gained
validation from those who are asking for your help.

Defining the project objectives and the project deliverables are the most important parts
of effective project management, and possibly the easiest, , , yet this is the part so
many in IT fail to do. It comes back to our personality traits, , ,

Let’'sdo it,,, do it now,,, do it my way,,,
and we will not be discussing it!

Another example might help you visualize the importance of defining the project
objectives. Assume you are in a company that has acquired two other companies and
senior management wants the technologies consolidated.

Again, there are many implications to the statement, “assimilate the technologies of our
three companies onto one platform”. If you do your job in defining the goals and
objectives for these two projects, you will learn several things before you begin work.
A. lIs there a preference of assimilating either company first and why?
B. Are there cost reduction goals? If so, which company offers the best
opportunity?
C. Are there inherent risks associated with either technology?
D. Which of the three technologies provides the greatest long term benefit to the
company? It's not necessarily the acquiring company’s technology.

There are probably many other factors that will be discovered. The key point is that you
should analyze the options surrounding a goal to determine the best path to take to
achieve the goal. For example, as you look at the second point, “Are there cost
reduction goals?”, two items should come out of this discussion:

A. How much cost reduction should we anticipate?

B. How fast should we expect the savings to occur?
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The easier assimilation project may be the one that offers the least cost reduction
opportunity. If significant cost reduction is the goal, you probably want to lead with the
other technology assimilation that offers the most cost savings.

Understanding the goal and objectives of a project is paramount to achieving
success in any project.

Your ability to question and discuss a project with the sponsor, usually a
business manager, determines how successful your team will be. The initial
request may not tell you everything, , , in fact, it often does not.

A project manager or manager who sizes up a project request has to get underneath
the issues to determine exactly what the true objectives are and if there are any
preconceived ideas about what the project will do for the project sponsor.

Defining project objectives is not difficult but it means you have to sit down and talk with
your client, , , someone who is probably outside your inner circle.

If you allow the project to take off without clearly defining the objectives and quantifying
the deliverables, , , then you have set yourself up for failure.

As we discuss how to develop a project plan and manage it successfully in this book,
we will work through a sample project. Our project is to develop a small Intranet.

Let’s assume senior management gives you the following project request:
Develop a secure (employee access only) company intranet application that will be
available to all employees.

This is a general request, , , your company wants to develop a basic Intranet for the
company and will start with just a few functions. It helps to be a bit more specific so you
meet with the project sponsors to better understand the objectives of the project.

After the meeting, you revise the Project Objective to:

@ Intranet Project - Objectives

“Create a company Intranet platform to provide an employee communication
vehicle that reduces the cost of producing and distributing company newsletters,
employee manuals, and operations policy and procedure manuals”.

Once you have agreement on the goals and objectives, it is time to get even more
specific and quantify exactly what you need to deliver in this new project. The next
chapter is titled, Quantify Project Deliverables.
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IV. Quantify Project Deliverables

Now that you have determined the goal and objectives of a project, it's time to quantify
exactly what is you need to deliver.

Your sample project objectives are:

“Create a company Intranet platform to provide an employee communication
vehicle that reduces the cost of producing and distributing company newsletters,
employee manuals, and operations policy and procedure manuals”.

To begin with, these objectives are now fairly specific, but you need more definition
before you start working on the project. You should gain an agreement on what the
specific project deliverables will be.

These first two steps are probably the most important parts in delivering a successful
project. You have to spend the necessary time and effort to define exactly what is
expected of the project and gain agreement with the project sponsor.

Otherwise, your team is going to work hard and probably miss the expectation, , , and
this means your project won’t be successful.

As | mentioned before, our “IT personality type” tends to challenge us in this area, , , we
would much rather get the assignment and just go do the work.

Conduct whatever assessment is required to define what you need to deliver in as much
detail as possible. You must be very specific with this part. The tighter your definition of
deliverables, the better for you and the client.

This section initiates a process of managing your client’s expectations. Do a great job
with this and you have a much better chance of success.

An important note at this juncture, , , we haven'’t talked about a timeframe to complete
the project. It is premature to discuss timelines until you nail down the deliverables.
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Have you ever been in a discussion that goes like this?

IT Manager, “No problem, we will get right after it.”

Sr. Manager, “We need you to complete ‘X’ project.” C

Sr. Manager, “Do you think you can be finished in 6 months?”

IT Manager, “Sure, , , no problem.”

.\.I )nl i .y
It often happens just this way. In this scenario, the IT Manager
hasn’t defined the goal and objectives nor determined the specific
deliverables. There is no way he knows if he can complete the project within 6 months.

Let’s take a stab at defining the deliverables for our Intranet project example. Once
again, you will get to this by asking questions and assessing the need with the business
managers who are the ultimate clients of the project.

When you look at our sample project goal, there are two major elements:
A. Communication of company news
B. Reduce cost of production and distribution of:
1. Employee Manuals
2. Operations Policy & Procedure Manuals

There is also another subtle item defined in the objectives description.

“Employee communication vehicle”is a broad term and opens up the possibility of
providing more value to the company as you complete the project. For example, a
company with many distributed offices often has a challenge in maintaining its
employee directory for contact information.

A simple feature that has benefit and visibility might be to add an employee maintained
Employee Directory. Such a feature can be developed quickly, requires almost no
maintenance, and has immediate benefit to employees and managers.

Personal Note: This Intranet project is a real project | encountered in a company. The
Employee Directory idea came about as we discussed the needs for Human Resources
and the Operations group requirements as we defined the project deliverables.
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After you discuss the project needs at length with the project sponsor and key clients
who will be involved in determining if the project is successful, you should document the
specific project deliverables you plan to provide.

Let’s assume you define your Intranet project deliverables to be:

@ Intranet Project - Deliverables

1. Develop a secure (employee access only) company Intranet application that will be
available to all employees with access to the company network.
2. Functional features will include:
A. Company News section to be maintained and updated by the CEO
administrative assistant on a weekly basis
B. Human Resources section that includes:
1) Employee Manual
2) HR announcements maintained by the HR staff
C. Operations section that includes:
1) Operating Policy and Procedures Manual
2) Operations announcements
D. Employee Directory built to be employee maintained

The project now has specific deliverables that can be confirmed by the project sponsor
who initiated the request.

Before you meet to confirm the deliverables will meet the need, it will be wise to
estimate how big the project will be and the cost. You will probably be asked.

A reasonable approach would be to develop a rough estimate for each function based
upon your knowledge of the work required. You don’t need to detail everything out at
this point, , , just enough insight to estimate the project and answer obvious questions.

An estimate will include:
- Resource requirements
- Estimated time to complete each deliverable
- Expected project cost

When you meet with the client, be sure your client knows you are there to confirm the
deliverables. Any discussion concerning time, cost, and resource is estimated and will
be quantified after the deliverables are “nailed down” to begin the project.
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V. Ildentify Resource Requirements

Once the project objectives and project deliverables are determined, it's time to start
developing the details of the project itself. The first step of planning will be to quantify
the resources you will need to complete the project.

Resources you will need to quantify include:
- Staff
- Equipment and cost related items
- Other resources

Let’s discuss each.

A. Staff

The first step in identifying a project resource needs is to
determine the staffing requirements. Staff resources are
generally the harder resources to line up simply because
they are always going to be in high demand.

As you look at any project, you have the opportunity of
staffing it internally, contracting outside resources, or {5
going with a combination of the two. The type of project S B
and the work involved will dictate to a certain extent which ‘
method works best.

In addition, staff availability will influence how you approach a project or the timing of
when you work on a project. The ultimate driver of a project will be the business need.

For the Intranet project, you need a variety of resources to work on it. Sorry, but a single
web site programmer isn’t going to be enough to do the job.

To determine what you need, break the project down into components of the kind of
work required. The work components | see are:

Define the application requirements and features
Design the application sections

Set up a domain address on the company network
Create firewall security to prevent unauthorized access
Program the application

Test and QA the application

Develop user documentation

Train employees

Manage the project

©CoOoNOR~WN =
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Nine types of work are needed that will require the following type of resources:
- Project Manager
- Application designer
- Web site programmer
- Network Administrator
- QA resource
- Documentation/Trainer

If you are lucky, several types of work can be accomplished by the same
individual. In our example, we are going to assume they can.

In addition to identifying the necessary resource, you need to estimate the
amount of time you will need from each resource. Part of this is difficult
since the project has not been completely defined, but you should have
enough to approximate the amount of time our Intranet project will take.

It's not all that difficult, , , just think about the Intranet project for a moment.

How much time does it take a Systems resource to create a domain for your Intranet?
A few minutes, , , maybe up to an hour worst case.

How much time to setup security and validate the security is working?
“Depends!”, , , you say. Yes, that’s true, but for something as simple as we are
doing, , , 2 days is plenty of time don’t you think?

How much time does it take a programmer to develop a small web site application for
posting the company newsletter and providing a Company News section?
Not long, , , one week at most depending upon the design.

Is this a full time job for a project manager? If not, what would you estimate it to be?
My estimate would be maybe 25% of a project manager’s time, , , also very
conservative for a simple project of this nature.

You don't just pull the estimates out of the air, , , use your experience and judgment
based upon what you understand about the project and what you know about work
efforts to do certain things.

If the project is more complex, you would break the work functions
down and bring in some of your more experienced staff to help you
determine an appropriate estimate.
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In our Intranet project example, we will go ahead and estimate the staff resource
requirements for the entire project. The resources we need for this project include:
- Project Manager for the entire timeframe of the project who will handle:
- Project management
- Application design
- Web programmer for the application development
- QA/Training resource to handle:
- Application testing
- User documentation
- User training
- Network Administrator to set up the domain address and network security

Based on our assumptions of what people can do (i.e., the project manager can also do
the application design work), the project needs four people.

When you look at the Intranet project at a high level, the graphic below illustrates what
will take place and a rough estimate of when things happen.

Project Management

Definition & Design Application Programming  Training
Domain Security QA & Documentation

Before we proceed, we need to talk about bottlenecks and critical path. We can use
our Intranet example to bring them to light.

The critical path of the Intranet project is that you must define and design the

applications before you can program them, , , and you must program the applications
before you can train.

i A bottleneck is something that prevents you from
— proceeding further or from going faster. There are

several bottlenecks in the timeline graphic above, , ,
— P do you see them?
o First, you can’t go very far until you define and design
the applications.
Secondly, the programming effort must be completed before you can finish the project.

Third, the application won’t work until you have the domain setup completed.
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Learning how to identify bottlenecks and coming up with options to eliminate them or

minimize their impact becomes a very important trait in managing projects. With our

simple project here, there are three bottlenecks:
1. Application design

2 P i ==
. Programming - sl
3. Domain setup - — -
— - P =
When you eliminate a bottleneck it often gives —p:______,_"" -
you a time advantage and allows the project to Reducing a bottleneck may
be completed faster. A few examples of what give you a time advantage

could be done in our project are:
1. Start programming as soon as the first application design is completed
2. Add more programmer resources to complete the programming task faster. In
our Intranet project, several programmers can work on separate applications
to complete the job in half the time one programmer would take.

The reason | bring this out is not to make you think you should always try to deliver
every project as quickly as possible. What you really need to know is that most projects,
even a simple one like this one, will have key points in the schedule that can cause a
delay or potentially be used to speed up your project.

Let me repeat, , , eliminating a project bottleneck can often give you a time advantage.

Once you lose an opportunity to gain time, you lose it forever!

Let’s put a “stake in the ground” on the staff resources we need for the Intranet project.
A reasonable assumption based on years of experience would suggest the following:
- Network Administrator — 2 days
- Programmer — 9 weeks (1 week for Company News, 1 week for Employee
Locator, 3 weeks each for the two department applications and 1 week for
training on new software development tools)
- Project Manager/Designer — 25% of a person for the entire project (12 weeks)
- QA/Trainer — 4 weeks

We identified what type of resource is needed, how much of their time and how long
they are needed, , , everything you need to budget their cost and map out a timeline.

| just slipped in an assumption in the list of resource efforts above. | put in 1 week for
training on new software development tools for the programmer. In our project example,
I’'m going to assume you do not have a programmer who has developed a web
application and you do not have software to develop web applications.

| am doing this only to make a couple of points you will see when we get to the parts of
developing the project schedule and budgeting.
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B. Equipment and cost related items
This section includes all items that have a cost associated with the project other than
the staff we just worked through. Examples of cost items are:

- Computer equipment

- Other equipment

- Software purchase or license

- Facility costs

- Office supplies

- Outside contract work

- Travel

You need this information so you can develop a
project budget.

Your company’s approach to approving projects

will define the extent of detail you need to include in your budget. Some companies are
loose with this while others want a more precise estimate. Just remember, , , you are
developing a cost estimate.

In the Intranet example, the following equipment and cost related items will be required:
- Web site development software
- 1-week training class on web development

We are going to assume a network server is available to host the Intranet web site
application your team will develop. We will also assume that all documentation and
training materials will utilize current tools available to the staff.

No travel or extra materials are needed to develop or implement the application.

As you can see, minimal expense is really needed to complete this project.

C. Other

In this section, include other department resources you need to design, test, or
implement the project. You might also want to include the use of certain equipment or
facility resources needed for the project. The main issue here is that you are going to
identify resources that do not have a true cost associated with the project.

In our example, we will need the following resource help:
- Human Resource department resource to define the H/R section and to
provide the H/R Employee Handbook and other H/R materials
- Operations department resource to define the Operations section and to
provide the Operations Policies and Procedure materials
- CEO’s administrative assistant to help define the Company News section
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Time to summarize the resources we need for the Intranet project:

@ Intranet project - Resource requirements

Network Administrator — 2 days

- Programmer — 9 weeks (1 week for Company News, 1 week for Employee
Locator, 3 weeks each for the two department applications and 1 week for
training on new software development tools)

- Project Manager/Designer — 25% of a person for the entire project (12 weeks)

- QA/Trainer — 4 weeks

B. Equipment and cost related items
- Web site development software
- 1-week training class on web development

C. Other
- Human Resource department resource to define the H/R section and to
provide the H/R Employee Handbook and other H/R materials
- Operations department resource to define the Operations section and to
provide the Operations Policies and Procedure materials
- CEOQO’s administrative assistant to help define the Company News section

OK, you now have everything you need to develop a project budget.

Let me make a point about what we did in defining resource needs. We estimated the
effort for the work based upon our experience in doing these things. In a bigger project,
it won’t be as simple.

In a larger project, you would develop a schedule by listing all the tasks that are
required. The definition of what has to take place and how much time each task takes
then defines your resource requirements. We took a more direct line approach in our
simple Intranet project, , , | hope you see the difference.

If not, pay close attention when we get to the project schedule section to develop the
actual project timeline.

Copyright © MDE Enterprises, Inc.
www.itmanagerinstitute.com

-30 -




VL. Develop a Budget

The previous chapter defined the resource needs of the project. It's now time to put a
financial business case together so we understand the costs and return on investment.

The minimum you need to do is to develop a budget. | recommend you take it a step
further and develop a return on investment (ROI).

Most companies look at three things when they evaluate the merits of a project:

1. Total expense

2. Timing of the cash outlay
3. ROI or benefits of the project

Let’s go the whole 9 yards and develop an ROI for the Intranet project.

As we determined earlier, there are three types of costs expected in your small Intranet
project — staff resources, software training, and a software purchase.

The first step is to create a budget. Let’'s summarize the expenses we identified:
- There are 4 staff resources needed as follows:

A. Project Manager/Application Designer (25% over 12 weeks)

B. Network Administrator (2 days)

C. QA resource and trainer (4 weeks)

D. Programmer (9 weeks)
- We have to purchase Web development software
- We plan to send the programmer to a 1-week web development class

The cost is budgeted as follows:

Iltem M;r;:ﬁly Month 1 | Month 2 | Month 3 | Total

Project Manager (25%) 7666 1916 1916 1916 5748
Network Admin. (2 days) 5750 575 575
QA / Trainer (4 weeks) 3833 0 0 3833 3833
Programmer (9 weeks) 6700 5025 6700 3350 15075
Web development software 300 300
Web development class 550 550

Total 8366 8616 9099 26081
You notice the cost for the project manager is 25% of his monthly salary rate. Two days

of the network administrator comes to $575, etc.

The total project cost is $26,081 and it will take three months.
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With the exercise you have developed two of the three things senior managers usually
want, “How much do we spend and when do we spend the money?”. Now it is time to
develop an idea of the cost savings.

There are two types of savings a company can benefit from by
implementing a project:

1. Cost elimination or reduction

2. Cost avoidance

Another financial consideration is to include additional sales expected
as a result of implementing a project. In our Intranet sample there are
no additional sales benefits.

Other benefits are worth considering when you list the benefits of a project. They might
not have financial ROl implications but they are a benefit to the company nonetheless.
Things like, , ,

- Competitive advantages

- Company uniqueness (especially items that differentiate the company)

- Client satisfaction features

- Addressing regulatory issues

For the Intranet project we will assume the following cost savings will be achieved
based upon what we were told about the history of expenditures in each area.
- Eliminate production & distribution of Employee handbook - $ 850 per month.
- Eliminate production & distribution of Operations Policy & Procedures
manuals - $1500 per month
- Reduce the cost of company news production and distribution - $ 700 per
month

We will assume no savings are achieved until the entire project is completed, or
beginning in Month-4.

Plot the savings in your budget spreadsheet.

Savings Item Month | Month | Month | Month | Month | Month | Month
4 5 6 7 8 9 10

Employee Handbook 850 850 850 850 850 850 850

Operations Policy & 1500 1500 1500 1500 1500 1500 1500
Procedures

Company News 700 700 700 700 700 700 700

Total Savings 3050 | 3050 | 3050 | 3050 | 3050, 3050 3050
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Put the entire spreadsheet together. You will use it later with the project plan document

you develop. A complete ROI spreadsheet of our Intranet project is included below:

roject Plar

Intranet Project - Budget & ROI

ITEM M-1 M-2 M-3 M-4 M-5 M-6 M-7 M-8 M9 | M-10 | M-11 | M-12
Project Mgr (25%) | 1916 | 1916 | 1916
Network Adm 575
QA / Trainer 0 0| 3833
Programmer 5025 | 6700 | 3350
Web develop. SW 300
Web develp. class 550
Total Expense 8366 | 8616 | 9099 0 0 0 0 0 0 0 0 0
Empl. Handbook 850 850 850 850 850 850 850 850 850
Operations P&P 1500 1500 1500 1500 1500 1500 1500 | 1500 1500
Company News 700 700 700 700 700 700 700 700 700
Total Savings 0 0 0 3050 3050 3050 3050 3050 3050 3050 | 3050 3050
Ea‘ﬁzit:;em 8366 | 16982 | 26081 | 23031 | 19981 | 16931 | 13881 | 10831 | 7781 | 4731 | 1681 0

The payback period or ROI for the Intranet project is 12 months, , , it takes 12 total
months to develop the project and recover the costs with cost savings after the project

is completed.

Some would like to look at this as a 9-month ROI, , , or the time it actually takes to
recover the cost once the project is finished. | prefer to call it a 12-month ROl and
include the entire time from the beginning of the project work until the time you recoup

the costs.

Another thing about budgeting staff expenses. Your internal staff resources are already
included in your IT Operating Budget. | recommend you include the equivalent salary
amount for existing resources on a project to show the full cost of the project. If they are
not working on this project they could be doing something else or you would have to pay
for outside resources. It's important to look at a project’s full cost.

You now have the third component senior managers want to
see, , , the length of time it takes to pay for the project.

Copyright © MDE Enterprises, Inc.
www.itmanagerinstitute.com

-33 -




VIl. Develop the Project Schedule

Developing a project schedule can be simple as in the case of our working Intranet
application example. It can also be quite intricate with several projects all tied in
together within a master project plan.

When developing a project schedule you want to be as detailed as needed to ensure all
tasks are identified with enough time to complete them timely and in a quality manner.

It is the Project Manager’s responsibility to identify all the key issues and to develop a
schedule that can be understood by all the project team members. The documented
project schedule is the key ingredient in completing a project on time.

A well developed project schedule will include:
- Tasks

- Responsibilities \/ —

- Completion timeframes J a\‘_
Later, | will give you a project schedule | used to @ ¢ \ - ’
manage several technology conversion projects \d
resulting from a large company acquisition. After we \
step through the project planning basics of a simple

project like our Intranet application project, you will be
able to look at a larger project to reinforce the concepts we discuss in this publication.

As you begin thinking about listing the tasks required to execute a project it helps to
organize them into logical groups and to create a visual plan that can be followed easily.

To help you in this process we will break the project schedule discussion into 6 parts:
A. Major Project Sections
B. Tasks

C. Responsibilities Sample Project Scheule

D. Prerequisites

E. Critical Bottlenecks TR N S G 23k Schedule
F

. Timeframes
Task 2
Each part is an important aspect in .
the project manager’s role of == L

communicating the plan and - —
reinforcing key points that help keep
the project on track. 17 iM14 124 128 24 211 2ME8 2M5
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A. Major Project Sections

What you are ultimately going to do is to list every task that has to be completed to
successfully deliver your project. It is going to be a big benefit if you organize the tasks
into work group categories.

To begin, step back and identify the major functional areas, or categories of tasks that
are required for the Intranet project.

You have actually already done this. Remember back to the section where we identified
the staff required for the project? In that section, we essentially defined the work
required to determine the type of staff resources we needed.

If this were a large complex project, you would have worked on defining the tasks first in
order to define the work required, , , and you might have needed to spend a good bit of
time or gotten some help to develop the tasks. In our Intranet project, it was simpler.

Let’s summarize the major work groups a bit more. The major groups of tasks for our
Intranet project include:

- Application design

- Infrastructure

- Programming

- Testing and training

You should keep the task groups fairly broad. These categories are more than ample to
list all the tasks necessary to complete the Intranet project.

Before we focus on defining the specific tasks to complete the Intranet project, | want to
introduce you to a very old but effective tool I've used to manage projects.

It’'s a Project Schedule template. wm MDE Ehiarprines. o -

Project: Month-1 | Monih-2 | Month-3 | Month-4 | Month-5

Proj. Mar.: .'( g f
In my IBM days, they gave us a forms ‘ AcTvTy - ff! /] //]

pad with forms that looked similar to
what you see here. When the
spreadsheet came about, | created a
template | could use for scheduling
my projects.

While I'm fluent with many project
management tools like Microsoft
Project, | always use this tool if | have
an option to choose, , , it is simply
quicker and easier to use.

IT manager tools to achieve more - www.itmanagerinstitute.com

A blank template is in the Appendix.
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Project Schedule Template

MDE Enterprises, Inc. ok

B
Project: . | Month-1 | Month- lonth-3 | Monih-4 | Monthh |
Froj. Magr.:

= e /////

IT manager tools to achieve more - www.itmanagerinstitute, com

There are seven parts to the template:
A. Project name and project manager
B. Tasks to be completed
C. Task responsibility (I usually use first name and last name initials)
D. Month
E. Week dates (I prefer to use Friday dates, , , five columns in case of 5 weeks)
F. Cells to indicate task activity or completion week
G. Remarks (I usually include team member initials and full name for reference)

We will discuss each section of the template in more detail as we develop the project
schedule for your Intranet project.
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While we are still in the Major project section, I'll show you what | do to get started in
developing a project schedule.

First, you want to create a master work template for your Intranet project so make a
copy of the blank template spreadsheet and name it Company Intranet Project.

Add the Project Name and the Project Manager Name to the newly created Intranet
Project schedule template in Area-A.

Next, put the Months in the month sections — Area-D and the Friday date for each
week under the appropriate month — Area-E. You will have either four or five Friday
dates depending upon the number of weeks in each month.

Next, put in the Remarks section (Area-G) a list of the team members who will be
working on the project. Use “MS — Mike Sisco”, for example.

Then, copy the spreadsheet cells and add new “duplicate pages” to the end of the
updated template, , , you have four major project sections in the work you will do for the
Intranet project so | would probably add three or four pages to the template.

Now you are ready to start adding the substance of the project schedule.

In the top Activity Row of Area-B for each page, type in the major work section you have
identified for the Intranet project.

- On page-1 you will type in I. Application Design

- On page-2 you will type in Il. Infrastructure

- On page-3 you will type in lll. Programming

- On page-4 you will type in IV. Training

MODE Enterprises, Inc

- " When you get the templates
| “‘-’-. ""/“ set up similar to what we

have to the left you are ready
to start filling in the tasks.

e — | want to point out a couple of

3 !

e— - things on the next page with
Seme—— a larger version of Page 1.

T MOE Enterprises, Ine

II. Infrastructure
V. Training

1. Programmt-hﬁ'__
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A few things you should notice:

roject Pla

Fage 1

MDE Enterprises, Inc.

82941
Project: Company Intranet Project

Proj. Mgr.. Mike Sisco

ACTVITY Resp. f2 [/ [z fnf7/u/a /= 4 fe s 2 /9 fiI6fz3 [0

L_Application Design

REMARKS:

M5 - Mike Sizco
JP - John Parks

SA - Sue Adam s
BB - Bob Bentley

First, notice there are two months that have five weeks, , ,
September and December. There are five Fridays in each of these

months.
™™ Second, there are two weekly columns of cells highlighted in yellow.
A » | did this to let the team members know these are short work weeks
a S due to US holidays, , , Thanksgiving and Christmas.

And finally, the legend in the remarks just lets anyone who looks at the project schedule
know who the project team members are in case they are interested in the status of a
task.

We will add the tasks and responsibilities next.
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roject Pla

B. Tasks
Identify tasks for each of the major work groups and add them to the Activity section.

I. Application Design

. Define Requirements — Company News
Define Requirements — Human Resources
Define Requirements — Operations

Define Requirements — Employee Locator
Design Application — Company News
Design Application — Human Resources

. Design Application — Operations

Design Application — Employee Locator
Gain Approval — Company News

Gain Approval — Human Resources

Gain Approval — Operations

Gain Approval — Employee Locator

FrRC~IEMMOUOm>»

Il. Infrastructure
A. Set up Intranet domain area and IP address on network server
B. Verify security level to prevent unauthorized access

lll. Programming

Purchase web development software
Install web development software

Attend web development training class
Program Company News

IT test of Company News

User test of Company News

Program HR application

IT test of HR application

User test of HR application

Program Operations application

IT test of Operations application

User test of Operations application
Program Employee Locator application

IT test of Employee Locator application
User test of Employee Locator application
Install Intranet application code into “live” environment

MITMOIMOYOO®>
WN = WON—=WON —

=fo¥o¥o
WN =

IV. Training

Document Intranet policy and procedures

Document Company News announcement and User Guide
Document HR application announcement and User Guide
Document Operations announcement and User Guide
Document Employee Locator announcement and User Guide

moow>»
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OK, we have listed all the tasks that are needed for the project. As you see, it is fairly
detailed and should be. The important thing is to list every detailed task that is important
to complete the project.

The tasks pretty much determine who the responsible team member should be simply
because of the nature of work. Always focus on the tasks, , , that's what you need to
be sure you do a thorough job on, , , the tasks are key.

Hopefully you see the benefit of putting similar work tasks like the Programming tasks
together. It helps organize the project schedule and when you conduct status meetings
it will make it easier for you to focus on work group activities with your team.

On a project like the Intranet project, | would put the project task list together myself and
have the team review the project schedule for accuracy and appropriate scheduling in
the Project Kickoff Meeting, , , to be discussed later.

For a more complex project or for a project in an area where you have limited expertise,
you should assemble a small team to develop the tasks. You will want to keep a work
session of this nature as small as you can in order to complete the work productively.

Again, you will have the entire project team review the tasks and proposed schedule to
approve or modify as needed in a Project Kickoff Meeting.

Put your Intranet project tasks on the project schedule .
spreadsheet in the major work group categories identified o
earlier. : 4 (LAt

Next, you will need to assign responsibility and task
completion dates.
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C. Responsibilities
Every task needs an owner.

Identify the most appropriate member of the project team to assign responsibility for
each task.

One tip here is that you want a small project team, , as small as possible. Limit
participation to key people, , , the reason, it is much easier to manage a small team than
a large one.

Assign responsibility for each task to someone on the project team. This doesn’t mean
the individual assigned the responsibility has to actually do the work. It simply means
the assigned person is accountable to the project team to ensure the task is completed
and to report the status in the project status meetings.

Another tip is you want only one person responsible for each task. If two or more
people have shared responsibility it is too difficult to manage and to hold people
accountable, , , it makes it too easy for people to look to the other person as the reason
a task does not get completed on time.

Put the team member’s initials in the Resp. column of the spreadsheet for each task.

D. Prerequisites

As you develop your list of tasks, certain tasks have to be completed before others can
start. In our example, the web development software training has to take place prior to
the programming. Similarly, the programmer can’t really program anything until an
application is designed.

One of the reasons we listed the definition and design of each application component
separately is that design work for some of the applications can take place as the

programmer is programming an application already designed. Good project managers
take advantage of overlapping opportunities as much as possible.

Task D Task E * Task F

Developing a sense for the prerequisites for
each task will help you determine the best UL \
L

completion timeframe for each task and
where you will be able to overlap certain
tasks. The goal is to complete the project
predictably and in a quality manner.

Task B

In the sample to the right, tasks A and B
have to be completed before you can work
on Task C. Tasks C and F have to be completed before you can start Task G. This type
of visualization will help you define the task timeframes.
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E. Critical Bottlenecks

Bottlenecks either prevent you from moving forward or limit the pace in which you can
move forward in a project or process. Generally, project bottlenecks are created by lack
of resource availability.

The key issue is to identify the major “blocks” or bottlenecks that exist. Once they are
identified, you can strategize with your team on options to eliminate them.

Discussing bottleneck issues with the project team can be very helpful to you.
Employees have a great deal of insight, , , maybe more than you realize. Take
advantage of your resources and use them to help you evaluate alternatives.

When you identify prerequisites and bottlenecks, you can develop timelines around
those particular tasks. Knowing where the bottlenecks are and the options available to
minimize them gives you information to build a realistic project schedule.

In our Intranet application there are several bottlenecks:
- Purchase the web application development software
- Install the web application software
- Train a programmer on web application development and
- Design each of the application modules e
- Setup of the domain on the network eliminate them
- Program the applications

Identify bottlenecks @

You could identify a few more minor bottlenecks in the project, but these are the key
bottlenecks in your Intranet project. Some of these tasks are absolutely required before
you can move forward. For example, the programmer can be trained and ready to go,
but he can’t do any work until you purchase and install the web application software.

In addition, your programmer’s availability to attend class and to start working on this
project is a potential bottleneck. People availability will impact project scheduling.

Your biggest constraint is the programming function. You have four applications to
develop and programming effort is the largest task in your Intranet project. You can
reduce this “programming bottleneck” by adding more programmers. The applications
are different enough that up to four programmers could tackle the four Intranet
applications. This would reduce the project time considerably.

A capable project manager always reviews the project and anticipates the future.
Looking downstream to determine the work required several weeks into the future and
identifying what is needed to position resources for the work is extremely important.
Planning and anticipating are key skills needed to keep projects on track. Otherwise,
you will constantly miss project completion dates.
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When you identify a bottleneck, it helps to highlight it in your project schedule.

Highlighting the bottleneck communicates to everyone how important this task is in
being able to complete the project on time. Miss the completion date for this task and it
has a ripple effect downstream for other tasks in your project schedule.

For example, if your programmer is not available for training when the web application
class is scheduled, it may be another month before your programmer can go to the
class. If this class is an absolute requirement, , , it postpones the start of the
programming work and can affect the project completion date, the cost, , , or both.

| like to highlight the background of task timeframe cells that are
bottlenecks so they are easy to recognize. I'll show you this in a minute.

Bottlenecks are often key milestones that need to be met in order for the
project to be completed as planned.

Let me give you another example. Assume your company is going to open a new office,
, , let’'s say in Chicago. The key IT support task to open a new office is to create
connectivity for the new office staff to access our systems, for e-mail, etc. Getting
network connectivity in place is a critical bottleneck to open the new Chicago office.

Until we have connectivity, the new office cannot operate, , , no business applications
and other technology services will be available for people to do their jobs.

Knowing we have to have connectivity in place to move forward, I'll give the person
responsible for this task direction and encouragement to get the task completed well
before the due date. If we can eliminate this key bottleneck, it may give the Chicago
office manager options to do some things faster like hiring a few people, etc.

When you conduct a project status meeting, you want to ask about the status of this
task every week, , , long before it has to be completed. Create a sense of urgency to
complete this task early because it is the one task that can jeopardize meeting your

project completion date.
A\ VARNING

Bottlenecks
cause
project failure
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F. Timeframes

Let’s see, you have defined the tasks, you know the availability of your employee
resources, you know the prerequisites to each task, and you have determined the major
bottlenecks that exist in the project schedule.

You now have all the information needed to assign a completion date for each task.

| recommend you develop a project schedule draft on your own
first, , , or with a very small team. Then, sit down with the project
team in a Project Kickoff Meeting to verify completeness and
feasibility of the task timeframes you have indicated.

Normally, there will be some slight “tweaking” to do, but the more
you manage projects, the less change you will find.

An approach to developing task completion timeframes that works well is to assign
week ending dates, typically the Friday of each week. In this way, you can review easily
what is on track by week and what is due weeks in advance.

Assigning exact dates is not as important as assuring that the completion date occurs in
a certain work week. Every work week will have key milestones necessary for the
project to complete on time.

One comment about timeframes. | believe it is usually preferable to implement the
project in a quality manner than to shortcut critical issues to meet a delivery date.

Generally, missing a date has less implication to the success of a project than the
quality of executing the tasks. Part of a Project Manager’s role is to make decisions that
protect the integrity of the project so it meets the needs of the client.

Earlier, you listed every task required to complete the Intranet project. Now it is time to
define the completion date for each task.

What | do is put a “/” (a slash) in the cell | believe the task should be completed by. Let

me show you: Sep.
ACTIVITY Resp. |2 éﬁsga 30
A-1 Define requirements - Company News [ !
A2 Design Company News application [ ,,-'
A-3 Gain design approval for Company Mews A 4

The first task is due to be completed the week of September 2", | | the next two tasks
by September 9.
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Using the spreadsheet template gives you a visual picture of the project. It is very easy
to see what and when things need to be completed by and what has been completed.
This makes it very easy to work through the tasks of a large project in a project status
meeting and do it productively, , , even if the project has 500 tasks.

Take a look at a section of the first page of the Intranet project.

9441
Project: Company Intranet Project

Proj. Mgr.. Mike Sisco

ACTMITY Resp. f2 /9/16(za/af7/u/a /=

I@l. Application Design

El 4-1 Define requirements - Compary Mews bS5 !

gl ~-2 Dezign Company Mews application MS !

IW A-3 Gain design approval for Company Mews k5 7

il E-1. Define requirements - Human Rezources application bS5 !

M EB-2 Dezign Human Resources application MS f

Il EB-3 Gaindesign approval for Hum an Resources application kS /

B C-1 Define requirem ents - O perations application kS i

ER C-2 Design Operations application bS5 !
Il C-3 Gain dezign approval for Operations application ] /
Il -1 D[efine requirem ents - Em plovee Locator application kS i
(P8 [-? Dezign Employes Locator b5 !
5l ['-3 Gain dezign approval for Employ ee Locator application kS /
5
&
17

iMIl_ Infrastructure

4. Create dom ain on com pany nebwork BB i
B. Setup and validate Intranet system & access security BE f

Two of the four major categories and all the tasks for each group are included on this
first page. Every task has a completion date represented by the “/” in the week ending
columns.

Also note that | leave several blank rows at the end of every major category section. |
do this in case we identify additional tasks that need to be added to the project during
the project kickoff meeting. Makes it easier.

You see task II-A completion date cell is highlighted because it is a bottleneck.
When a task is completed you will change the slash (“/”) to an “X”. It provides an easy

way to visualize the status of the project at a glance and to work through a project
status meeting quickly.
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VIil. Document the Plan

You have bits and pieces of the project scattered all over your desk and in your mind.
It's now time to put the plan on paper. Documenting the plan does several things:

- Forces you to think through all aspects of the project

- Puts a “stake in the ground” on what you are planning to do and how

- Gives you a communication vehicle to set and manage expectations

- Provides a project schedule to monitor and manage the project.

An effective project plan document includes six significant items:
Goals and Obijectives

Deliverables

Resources

Budget

Assumptions

Project Schedule

nmmoow>

Many managers believe creating a project plan to this extent is a waste of time. In some
cases, they are probably right. Small, informal projects don’t need a formal plan.

Larger projects that are more extensive and require close management of timelines and
expectations need a formal project plan. Gauge whether you need a documented
project plan based upon size, complexity, personality of your client, etc.

Sidebar: If you plan to charge an external client for your work, you should always
document a project plan so everyone is clear about what you will deliver, timeframes
and cost. It will save you time and hassle in the long run.

The bottom line, , , it is harder to get
burned when you have a documented
project plan and your client has agreed
to it. When in doubt, document the plan
and include all six components.

In our Intranet application example, we

have done most of the work already; we ‘ >
just haven’t pulled it all together into a \ ;
nice, neat package. \

The following pages provide an example \

of a documented project plan for your

Intranet project.

g
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@ Company Intranet Application Project
9/1/11

An internal Intranet application is a fundamental need of our company to provide a
communication vehicle for our employees. With the expected growth of the company,
we will use the Intranet to share company news and provide company department
information repositories for our employees.

A. Goals and Objectives
Create a company Intranet solution that provides an employee communication
vehicle for company news and access to key resources from the Human Resources
and Operations departments.

Benefits are to eliminate the cost of producing and distributing the company
newsletter, employee manuals, and operations policy and procedure manuals by
making them available online.

B. Deliverables
1. Develop a secure (employee access only) company intranet application that will
be made available to all employees having access to the company network.
2. Functional features will include:
A. Company News section to be maintained and updated by the CEO
administrative assistant on a weekly basis.
B. Human Resources section to include:
1) Employee Manual
2) HR announcements maintained by the HR staff
C. Operations section to include:
1) Operating Policy and Procedures Manual
2) Operations announcements
D. Employee Locator Directory built to be employee maintained.

C. Resources

Resource requirements are:

Staff:
- Network Administrator — 2 days
- Programmer — 9 weeks
- Project Manager/Designer — 25% of a PM for the entire project (12 weeks)
- QA/Trainer — 4 weeks

Other Resources:
- Web site development software
- 1-week training class on web development
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D. Budget and ROI
The Intranet Application Project as defined requires an investment of $26,081 and has a

ROI payback of 12 months.

ITEM M-1 M-2 M-3 M-4 M-5 M-6 M-7 M-8 M-9 M-10 | M-11 | M-12
Project Mgr (25%) 1916 | 1916 | 1916
Network Adm 575
QA / Trainer 0 0 3833
Programmer 5025 | 6700 | 3350
Web develop. SW 300
Web develp. class 550
Total Expense 8366 | 8616 | 9099 0 0 0 0 0 0 0 0 0
Empl. Handbook 850 850 850 850 850 850 850 850 850
Operations P&P 1500 1500 1500 1500 1500 1500 1500 | 1500 | 1500
Company News 700 700 700 700 700 700 700 700 700
Total Savings 0 0 0| 3050 3050 | 3050 | 3050 | 3050 | 3050 | 3050 | 3050 | 3050
l;‘;‘:f,‘;‘;em 8366 | 16982 | 26081 | 23031 | 19981 | 16931 | 13881 | 10831 | 7781 | 4731 | 1681 0

E. Assumptions

1. Sufficient network capacity and capability exists.

2. Department managers available to define requirements of each module.
3. Staff resources available as needed effective 9/5/11.

F. Project Schedule
The project schedule that follows identifies all tasks, responsibility and due dates to
complete the project in three months.
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Company Intranet Project Schedule

Fage 1

MDE Enterprises, Inc.

3AMm
Project:  Company Intranet Project

Proj. Mgr.. Mike Sisco

ACTVITY Resp. (2 (a6 /zfnf7/ufajza] [f4 /1 5[5 2 /9 fisfz3 /=0
L_Application Design
El 4-1 Define requirements - Company News M5 /
A-2 Design Company Mews application MS /
A-3 Gain design approval for Com pany Mews MS /
B-1. Define requirements - Human Resources application MS /
B-2 Design Human Resources application MS /
B-3 G ain design approval for Hum an Resources application MS /
C-1 Define requirem ents - O perations application M5 /
C-2 Design Operations application MS /
C-3 Gain design approval for Operations application M5 /
[-1 Define requirem ents - Em ployee Locator application MS /
[-2 Design Employes Locator M5 /
[-3 Gain design approval for Employee Locator application MS /
Q. Infrastructure
A Create dom ain on com pany nebwark BB 4
B. Setup and validate Intranet system & access security BE /
REMARKS:
M5 - Mike Sisco

JP - John Parks
SA - Sue Adam g
BE - Bob Bentley

Fage 2

MDE Enterprises, Inc.

3AM
Project:.  Company Intranet Project

Proj. Mgr.. Mike Sisco

ACTVITY Resp. [z (3f&/zfnf7/ufajal famfs/s] [z /9 fi5/z/D
M. Programming
pll & FPurchaze web application developm ent zoftware M5 /
KM E. |nstall web application software EE !
LW C. Attend web development training class JP /
Il [-1 Program Company News application JP /
Gl [-2 IT test - Company Mews 54 7
Fll O-3 Uszertest - Company news CED Admin /
B E-1 Program Human Resources application JP # 'l
E-2 IT test - Hum an Resources S& !
E-3 User tegt - Human resources HR Mgr /
F-1 Program Operations application JP # 'l
F-2 IT test - Dperations S5A /
F-3 Uszer test - Operations Ops Mg. /
G-1 Program Em ployee Locator application JP /
G-2 IT test - Employee Locatar S /
G-3 Uszertest - Employes Locator SA /
H Install Intranet application code into live" environm ent JP 7
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Fage 3

MDE Enterprises, Inc.
34M
Project:  Company Intranet Project

Proj. Mgr.. Mike Sisco

ACTIVITY Resp. f2 (a6 /z/nf7/fufafza] f4 M fi8/5 2 /9 fis [z /0
I¥. Training
4. Document Company Intranet Policy & Procedures M5 /
lE. Develop Company Intranet announcem ent M5 /
C. Document Employes Mews User Guide SA /
G0, Document Hum an Resources application User G uide 54 7
ME. Docurment O perations application User G uide S /
F. Document Employee Locator User Guide SA /
G. Distribute Com pany Inlranet announcem ent, PEF and User Guide M5 /
%

OK, you have a project plan document describing what will be delivered, how much it
will cost, and when it will be delivered. Excellent!

Before we leave this section, notice a couple of things in the Intranet project schedule.
- Each of the key bottleneck task completion date cells are highlighted.
- | shaded the first week of December in green to highlight the “go live” date.
- A couple of programming tasks take three weeks to complete, , , | show the
weeks the work will be done by connecting cells. See circled dates below.
- The CEO Administrative Assistant will do the User test, , , D-3. She is not part
of the project team but we will need her help and two others to test the apps.

ACTNITY Resp. /2 9/152333/?/14 a3 /4 1018 /5 2
lll. Program ming
kPl & Purchase web application developm ent zaoftware M5 I
B. Install web application software BE i
C. Attend web development training clazs JP I
D-1 Program Company Mews application JP /
D-2 1T test - Company Mews SA !
-3 Usertest - Com pany news CED Admin 7
E-1 Fragram Human Resources application P (:_;T — D
E-2 IT test - Hum an Resources 54 7
E-3 User test - Human resources HF Kar i
F-1 Program Operations application JP CE _;__}
F-2 IT test - D perations SA I
F-3 User test - Operations Ops Mg. /
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IX. Project Meetings

Meetings, meetings, meetings, , , everyone hates meetings. Yes, it is true to a certain
extent. However, meeting time is going to be required to manage a project effectively.

There are few substitutes to being able to interact with your client and project team
members directly.

This doesn’t mean it has to be face to face, , , many project team members are quite
often in different cities so it isn’t feasible to have everyone in the same room.

With today’s virtual meeting and conferencing technology, it is easy to conduct virtual
meetings, , , and it is also economical. Much better than in the “old days”

The key is you need to hold a structured meeting to get everyone on the project team
involved so they get on the same page and you keep them focused in delivering your
project on time and in a quality manner.

Personal Note: | have led many large projects that included project team members
from several different cities. Each team member was an integral part of the project
team, but there was no way to have a face to face meeting.

In many situations there might be only one or two people on the team who have actually
met all the other project team members.

Every project meeting was held via conference call or in an Internet meeting space.
Virtual meetings work very well as long as you have supporting material and approach it
in an organized manner.

There are essentially three types of meetings a project manager will need to conduct:
A. Project Kickoff
B. Project Status meetings
C. Sidebar focus meetings

Each of these meetings has a different purpose we will discuss. A project manager
needs to know when and how to conduct meetings to reinforce key aspects of the
project and to keep it on track.
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A. Project Kickoff

The Kickoff Meeting is a very important part of the project. It sets the stage and tone for
the project, , , and gives the project manager the opportunity to get everyone on the
same page.

A Project Kickoff Meeting also allows you to set expectations of how you plan to run the
project and what you expect of the team when they come to a Project Status Meeting.

Sidebar: It is very possible some of the project team members have never worked on a
real project before. If this is the case, you need to use the Project Kickoff Meeting to
explain several things to the team:
- Importance of coming to a Project Status Meeting on time and prepared with
their tasks completed on time
- Don’t wait until the last minute to start working on your project tasks, , , be
proactive in starting the work to complete your tasks early if possible
- Asking questions or asking for help is a sign of strength, not weakness. Ask
early enough and we have options to help you without negatively impacting
the project, , , ask too late and it can jeopardize the project

To prepare for a Kickoff Meeting, there are a few things you will need to do:
A. Schedule a time when all project members can participate. Everyone needs
to hear the same message as you launch the project.
B. Develop an agenda:
1) Project description

Purpose J Z
Goals and objectives 5 v £
Project deliverables 15(8 (@Y r ol
Project team introductions and roles - A8 |
Project assumptions o \ ‘f
Project schedule 4
Key success factors
Status meetings
10)Other communication plans
11)Question and answer session
C. Send team members a copy of the Project Plan minus the budget. Include:
- Instructions to review the plan and especially the project schedule to
validate the tasks, their responsibilities, and dates to complete to be
accurate and reasonable.
- Project team contact information
- Conference call number or online meeting link and meeting time.

Ledagrsem

Use the Kickoff Meeting to confirm the plan tasks and dates with the team. Until you do
this, your plan is a draft, , , once they agree to the tasks and completion dates, you will
make a formal commitment to the project sponsor to deliver the project as documented.
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There are a few items listed in the Kickoff Agenda we have not discussed:
- The Project Manager should introduce each member of the team and explain
his/her responsibilities. Don’t let team members do this unless you have a

° small team. IT people are high detail and they will spend time discussing
3 things that aren’t needed, , , you have to control the time.
e - Walk through the Project Plan and explain how you will maintain the project
b e schedule spreadsheet for easy status review.

- List key success factors and explain the importance each team member has
to the overall success of the project. Help team members know up front how
the project will be measured as a successful project.

- Discuss what you expect in Status Meetings. Emphasize they all need to be
there so put the dates on their calendar.

- Explain how you plan to use the project schedule document in Status
Meetings. Specify the frequency of the meetings, , , | like to meet every
Tuesday in the early afternoon because it gives you a few days to follow—up
on issues that come up in Status Meetings.

- Describe your plans for communicating with the project team and others
interested in the project.

In the Kickoff Meeting, most of the discussion will be the Project Manager describing the
project, assumptions, and schedule. Keep the meeting on topic and create an
environment of cooperation and teamwork. When you get everyone looking out for one
another throughout the life of the project, you have a good thing going.

When you discuss the Project Schedule part, walk through it line item by line item. You
want to verify several things about the project schedule.

- All tasks are included on the schedule that need to be there

- Team members are comfortable with their assigned responsibilities

- Each task can be completed by the scheduled due date

You need to hear an affirmative from the person assigned to each
task, , , or a suggestion about how the task needs to be changed.

Now is the time to make schedule changes if needed, so emphasize
that when we all agree to the tasks, assigned responsibilities, and
delivery dates, , , we walk out of the room signed up to deliver this
project as documented.

At the end of the meeting you should summarize the key points and any follow-up items
pertinent to launching the project. Provide time for questions and discussion and answer
any outstanding questions you identified.

A blank Project Kickoff Meeting template is provided in the Appendix.
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B. Project Status Meetings

Schedule project status meetings at regular intervals, , , weekly meetings are
recommended. Keeping everyone on the same page is a “proactive” requirement and it
requires frequent communication and status checks.

As | said, | like to hold Project Status Meetings on a Monday or Tuesday of each week.
When you review the status of tasks due to be completed this week, it gives you a few
more days to complete them if you hold the meeting early in the week.

Meeting early in the week helps create a proactive review of sorts, , , if you wait until
Friday, the week is essentially over and there is no time to finish tasks due this week.

In our Intranet example, there are only a few team members. To keep a small group
such as this notified of the project’s status really doesn’t require a great deal. With
today’s technology, it doesn’t take hardly any more effort to communicate with a project
team made up of 20 employees or more.

Project status meetings should be held as often as needed to keep everyone on track
and to resolve issues that need team participation.

A project is like a herd of sheep, and the project manager is the sheep dog.

OK, let me explain.

Projects don’t get completed on their own!

They get completed because a project manager is constantly pushing the project
forward, , , just like a sheep dog pushes sheep down the path.

Project managers must inspect, coach, monitor and review, , , and help to focus people
on their tasks to complete the project on time.

In the meeting, check the status of each task due to be completed
this week. When you work down the project schedule you also
want to ask about key tasks due a few weeks into the future.

Ask about the status of critical bottleneck tasks in every meeting.
This gives the person responsible an incentive to get it completed
and off the list of to-do’s.

Each Project Status Meeting should follow an agenda. A sample
agenda is provided with instructions on the following page.

After each Status Meeting, update the project schedule and send a revised copy to the
team along with a summary of any meeting follow-up to-do’s.
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Project Status Meeting
Date:

New Information: At the beginning of each status meeting, highlight news or
management decisions that impact the project.

Project Status: Go through the project schedule at the task line item level for the
tasks to be completed this week. Determine the current status, needs that exist to
complete the task, and prognosis for completing the task on time.

You will want to look at critical bottleneck tasks weeks ahead to determine if the tasks
will be completed on time. A strong project manager always looks ahead and
anticipates the needs of the team.

As you complete a review of each major category of tasks, ask the team if they have
identified any additional tasks or issues that need to be addressed for that particular
category. For example, there may be additional network issues that are identified as the
network administrator verifies the security task.

Create an open discussion environment in the status meetings to allow team members
to bring things up that might affect the project.

Team Member Needs: Summarize with each individual any specific items they need
in order to accomplish tasks that are coming up. This is an excellent opportunity to help
your team members obtain assistance they might need.

Reinforce Bottlenecks and Major Milestones: Take the opportunity often to help the
team realize where the critical path and bottleneck items are. Knowing a task is the
bottleneck of the project is a major incentive for the person responsible, , , no one wants
to be the one to hold up the project.

Question and Answer: After walking through the project schedule status, ask for
questions, issues, etc. Keep the meeting net and on topic. Don’t waste a lot of resource
time talking about issues unrelated to the project.

Summarize: Summarize any sidebar discussions needed, follow-up action items
discussed that are critical for the project, and key items expected for the next meeting.

A blank Project status Meeting template is provided in the Appendix.
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C. Sidebar Focus Meetings
IT people are problem solvers and they are high detail. It is very common for two or
three of your team members to try to solve an issue in the meeting.

I’'m sure you have seen it, , , two people take over the meeting by going into a deep
technical discussion as they try to solve an issue that comes up in the Status Meeting.

w If you have someone on a conference call, they can take control of

the phone and ramble on for ten minutes, , , you can’t even break in
|

W, ’ to stop them because they control the phone.

y

} .

( The problem, , , the other people on the team have no idea what

they are talking about, , , and it ends up being a waste of their time.

Not a good thing when this happens.

The project manager has to control the meeting. When these things occur, , , and they
will, it is time to set up a “sidebar meeting” for the two people to discuss the issue after
you conclude today’s Status Meeting.

Sidebars can be held immediately after a project status meeting or scheduled later in
the week. The important thing is to determine when the entire group benefits from the
discussion versus when only a few need to talk about an issue to resolve it.

Project Status meetings aren’t intended to be problem solving meetings.
If there are business implications or something that has material impact on the project,

the project manager should insure the appropriate people are involved and part of the
sidebar meeting.
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X. Execute the Plan

You have your project completely defined, budget approved, everything agreed upon, a
superstar team, and the Kickoff Meeting could not have gone better.

Smooth sailing ahead, right?
The answer will always be the same, “Only with constant monitoring and management”.

It doesn’t matter how small or simple the project is. For it to be successful and to be
delivered as expected requires supervision.

mu

A project is dynamic in that it changes shape and form over time. As you expedite
efforts to eliminate one bottleneck, new bottlenecks can be created as a result. Over the
course of a large project that takes four months or more, the emphasis areas will
change many times.

Sidebar: Here is an example. Let’'s say you manage an ( w
automobile manufacturing plant. In the assembly line there are
many steps in the production line to make a car.

Your team identifies a major bottleneck and you determine it limits
the number of cars you can produce in a week, , , so you set out to
eliminate this bottleneck with an expectation that it will boost your weekly production
output from 100 cars to 110 cars.

Your team attacks the bottleneck task aggressively and it costs time and money to
eliminate it, , , but they get it done. Everyone is ready to celebrate until they discover the
result of this change, , , production dropped to 96 cars. It did not increase output.

Your team goes back to work to determine what has happened and they discover
eliminating one bottleneck actually created two more constraints downstream and the
result actually decreased production output.
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It is also important to know tasks identified in a project are not static, or fixed. As you
get into the meat of a project, you may find that a task takes longer than expected.

Other tasks may be simpler and can be completed faster. In some situations, you may
be two months into a project before you learn that a critical programming requirement is
needed. Issues like this can affect a project significantly.

When you run into obstacles that disrupt calm waters, the important thing is to stay
focused and keep pushing forward. For example, a critical item discovered late may
require a new project completion date. It is generally more important to address all
critical business issues in a quality manner than to simply meet a delivery date.

Experienced project managers build buffer into their project timeframes and
budget. They know surprises happen and a surprise is generally not a good
b thing when it comes to project timelines or project cost.
It is better to anticipate the probability there will be a surprise or two and have room in
the plan to accommodate them without adversely affecting the delivery date or cost.

Anticipate issues coming up and take proactive action to prepare for critical path items.
To do this, you have to review the project often and analyze “what if scenarios".
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Every week the Project Manager should review the project to identify four very important
items as he prepares for the Project Status Meeting:
1. The next several bottlenecks (critical path items) to overcome
2. Tasks at risk for completion on time and whether they affect the project if they
aren’t completed as scheduled
3. Potential time gain opportunities (eliminating bottlenecks often gains time)
4. Resource assistance options to help complete key tasks on time

Knowing where the immediate bottlenecks are at all times and which

tasks are at risk gives a project manager an opportunity at every /N | -
Status Meeting to discuss options to support members of the team £ Al _
as well as ability to reinforce focus on key areas. — ”

For the most part, developing a solid plan and conducting weekly
status meetings will tend to keep a project on track. Anticipating
what could go wrong and focusing on the critical path issues will
increase your project success odds.

There are several communication vehicles you can use to assist your project
communication efforts. The important thing is to fit the communication approach to the
audience you are trying to reach.

Communication tools to consider include:
- E-mail updates
- Company Intranet updates
- Memo updates
- Voice mail message updates
- Message in a bottle if it helps you communicate and achieve success

Remember, to execute a successful project plan you must communicate often. Use
every approach available that helps you get the message across effectively. Many
projects fail because there is not enough communication about the project.
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As you manage a project, several traits build credibility and increase success.
- Collaborate with team members on issues and developing solutions.
- Follow-up quickly and consistently.
- Anticipate needs of the project weeks in advance.
- Start meetings on time and keep them “net” and focused.
- Coach and critique team members one on one, not in front of the team.
- Reward positive results and behavior.
- Stay positive and upbeat.

~—
Earlier, | mentioned that the Appendix includes a sample i‘
technology conversion project schedule. | have used it
many times to convert technologies resulting from
company acquisitions. Every technology conversion “

project has unique requirements, but 80% of the
requirements are usually the same.

Personal Note: The project schedule template you q
have seen in this book is essentially what | started using

at IBM to help organize and manage projects many years ago.

| used the installation template IBM gave me to develop a project plan for my first
installation, , , a hospital. Upon completing the project | was given another installation
project, , , for a construction company in an entirely different industry.

What | realized was every new installation had many of the same requirements. In fact,
when | developed the plan for the construction company, over 80% of the tasks were
the same as what | had included in my first installation plan for the hospital.

So, | developed a standard installation project template with all the tasks but without the
dates. The next time | needed to develop an installation project plan, 80% of the work
was already completed. It saved many hours of repetitive work in later installation
projects assigned to me.

It was a great tool then and it still works for me today.

The Systems Conversion Plan in the Appendix is unique to a specific project | worked
on, but it is a good starting point for you to take a look at. The sample includes actual
target dates for the tasks to give you a feel for prerequisites, etc.

| hope it helps.
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Xl. Track Project Results

One of the things you want to do is track project results and communicate how well your
organization is performing. If you do not share this information, | can guarantee you no
one will know, , , and that’s not good.

A great tool to help you do this is a Project Initiatives Portfolio. It is simple and one of
the best tools I've developed to help give an IT organization credibility.

In just one or two pages, you will be able to show senior managers, department
managers of the company, and your employees exactly what your IT organization is
doing in regards to delivering projects.

The thing that creates credibility for your IT organization is being able to deliver projects
successfully. You simply will not be a credible organization if your projects are late, over
budget, or do not meet the client’s needs.

Lacking credibility means you will not be a successful IT manager.

So, what this says is you have to establish credibility. To do this, you need to
demonstrate how well you deliver projects for your company and what they are worth.

Let me introduce the IT Initiatives Portfolio.

IT Initiatives Portfolio

2008

IT Initiative Responsibili Time Time Variance Time 0

---------- TIMEFRAME  -oeeeoee
Planned  Actual On

My
Rating Commenf ts

It is a bit hard to see so I'm going to break it down into seven sections and explain
exactly what to do with this tool.
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A project portfolio can do more to show how strong your organization is than anything |
know of. Not only that, it can tell others exactly how good you are in key areas:

- Delivering projects on time

- Working within budget

- The value achieved by completing these projects

- How often you meet user needs

It's the best way | know to quantifiably demonstrate your organization’s track record.

SULLESS

Powerful information to share with others!

Let’s discuss each section of the IT Initiatives Portfolio.

Section 1 - IT Initiative and Responsibility - List each project and the assigned
person responsible for the project, normally the Project Manager. After completing eight
to ten projects, you will start seeing a track record of performance develop.

Over time, you should see your performance improve as you begin focusing on the
things that are causing your projects to fail.

IT Initiative Besponsibilit

;o e L o
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Section 2 - Timeframe - For each project, insert the planned time you think it will
take to complete in weeks or months. When you complete the project, add the amount
of time it actually takes and determine the variance. If it is shorter than planned, that’s a
positive variance, , , longer than planned is a negative variance. In the gray column
titted On time, put in a “Yes” for projects you complete on time or faster than expected, ,
, put in a “No” for projects that take longer than expected.

You want to see lots of “Yes” indicators in the On time column.

---------- TIMEFRAME
Planned Actual On
Time Time VWariance Time

Want to know exactly how good you are in delivering projects on time? Divide the
total number of rows that have a “Yes” by the total number of project rows to get a
percentage of on time projects. You can even analyze this by project manager to
identify who you need to work with in this area if you have a problem.

Section 3 - Budget - For each project, insert the estimated budget to complete the
project. When the project is completed, add the actual cost it took to complete the
project and calculate a variance between budgeted cost and actual cost. Make anything
under budget a positive variance, , , over budget projects have a negative variance. Add
a “Yes” to the column titled Within budget if the project comes in at or under budget
and a “No” if the project exceeds budget. Just as in the Timeframe section, you want to
see lots of “Yes” responses in the Within Budget column.

---------- BUDGET -
Budgeted Actual Within
Cost Cost Variance Budget
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Section 4 - Results - You might not use this section on all projects but probably
should for larger projects. | like to look at the benefits achieved for a big project at 6-
month and 12-month intervals. The results can be depicted in financial terms or in
simple non-financial narrative of the benefits.

Put in the forecasted benefits and then update the project with the actual results in the
timeframe you choose to measure results for the project. Calculate the variance. Better
results than forecasted should be positive variances and poorer results would be
negative variances. Hopefully, you see lots of positive variances.

------------ RESULTS -
E-month Results 12-month Results
orecast Actual Yariance/Forecast Actual Yarianc

Section 5 - Meets User Need - This is a simple “Yes” or “No” in the shaded column
titted Meets User Need. You get the answer to this from the project sponsor upon
completing each project. You want to see all “Yes” responses. If you aren’t getting all
positives in this area, you need to focus in on the projects to determine what’s going on
and decide how to improve the situation.

Meets
User Heed
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Section 6 - My Rating - This column is used to give the project an overall rating. You
can do this in one of two ways:
A. Very literal - If the project is viewed successful in every category (On time,
Within budget, Meets forecasted benefits, and Meets user need), it is a
Success. If it fails in any category, it is Unsuccessful or Fail.
B. Subjective - A large project may finish a week or two late but costs less than
the planned budget , exceeds the forecasted benefits, and meets user need.
The client might view the project as a tremendous success. In a literal view
the project would be deemed Unsuccessful. A subjective interpretation might
consider the project a Big Success. If you use this method of interpreting
project success or failure, be sure the client would agree on the rating you
give the project.

My
Ratin

Section 7 - Comments - Use this to comment on a project or to provide additional
information.

Comments

L-r I R PUR LT R

Capture the information we have discussed on the projects your team works on and it
will give you a clear picture about how effective your IT organization is performing, , ,
and in very specific areas your client will understand.
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It’'s not only important to show your success rates in terms of “on time”, “within budget”,
etc. It is also important to tell your client the value your IT organization is delivering.

If you don’t tell them, no one will know, , , GUARANTEED.

This tool can do a lot for you so | highly recommend you maintain an IT Initiatives
Portfolio and share the information about the project assets you work on with
employees and your clients.

Start tracking your projects and you will quickly begin to understand how well your team
performs, , , and exactly where you need to focus improvement so your team achieves
maximum credibility throughout your company.

SHBHI IT Initiatives Portfolio
2008

RESULTS -
= 12-month Results

rianciforecas 1 Actwal Yariamcellser H:eed Hating Commen! L3
. b o wes | swccess

LLTE
" L pizam| q2am wes | swccess
. - ) v | suscess
*
Ll

....... 66.67% 66.67% 80.0%" §0.0%

This simple tool can communicate as much about what your IT organization is doing as
anything | know of. One page of the last 20 projects shows how effective your team is in
delivering projects and the value these projects have for your company.
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XIl. Summary

Effective project management requires organization, people skills, follow-up, and
anticipation of future events and needs. Most can learn how to run projects successfully
by following a practical process and using simple tools that work.

As discussed in the previous pages, follow a simple 10-step process and you will
position your projects for success:
1. Establish the project goal and objectives
2. Define the project deliverables
3. Quantify resource needs:
a. Staff
b. Equipment and cost related items
c. Other resources
Develop a budget with a Return on Investment
Develop the project schedule
Major task groups
Tasks
Responsibilities
Prerequisites
Bottlenecks
f. Timeframes
6. Document the plan
7. Hold a Project Kickoff Meeting
8. Conduct a weekly Project Status Meeting
9.
1

ok

©o0o®

Monitor and proactively manage the plan
0.Track and communicate your results

Follow the practical approach and use the tools I've given you or incorporate another
project management methodology of your choosing to manage your projects effectively.

Start delivering your projects successfully and watch your team’s credibility grow.
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APPENDIX A
Project Schedule - Blank Template

Page 1

, Inc.

rprises

MDE Ente

ACTIMVITY

82311
Project:
Proj. Mgr

IT manager tools to achieve more - www.itmanagerinstitute.com
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Project Kickoff Meeting - Blank Template

Date: Participants:

Project description:

Purpose:

Goals and Deliverables:

Project member introductions and their roles:

Project assumptions:

Project plan:

Key success factors:

Status meetings:

Other communication plans:

Question and answer session:
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APPENDIX C
Project Status Meeting - Blank Template

Date:

New Information:

Project Status:

Team Member Needs:

Reinforce Bottlenecks and Major Milestones:

Question and Answer:

Summarize:
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APPENDIX D
Sample Technology Conversion Plan

This sample conversion plan is provided as an example of a project in mid-stream. The
project was in the week ending of October 19". You can see most of the project tasks
prior to this date are checked off as completed.

The column for the week of November 23" is a 3-day week due to the US holiday
Thanksgiving.

The week of December 7 is shaded in gray to highlight the week we “go live” with the
converted technology platform.

At the bottom of the first sheet is the project team legend.

MDE Enterprises Page 1

1042200 www_mde net
Project: USHW FL ORIDA Assimilation

Froj. Mgr.: ke 515C0 (mikefimde.nel; 566-555-1T1T1)

ACTIVITY Fesp f7 /14 50219 2106 74
. Azzessment
A A Aszers equipment bo determine new equiprcnt nesds FT #
E. Azzess builldng wiring far compatibility & cable drops nesded dl locatons FT #
C. Aszess bulding kelecomm zehup to determine nesd: FT #
D Determine required forms needed JM *,
E. Identify ahility to carwert LD contract o Gwest b !
F. ldertify &l user-D and funchiondity requiremerts bt *,
(. Identify "bld system ' need and location for ongaing inquiny ater "go live” FTLCP /!
H. Determine Medicare wark approach after mig ation to 5400 JM /!
|. Obtainemail add ess needs for Atlanta REO ] X
J. Determine ability to erlist gudified resource to condudt braning in FLWest | JM !
Zl. Ordering
d A Order cabling foe dinics FT X
B. Order addtiond deskiop & prinker egupment FT A =
C. Order Wi lines from Dhaest FT %
D Order 'widM equipment from [E FT
E. Order M5 Office Profor E-Mail, WORD & Exce !
F. Order Client Aooess for PC cornectiaty bo A4S 800 i /!
G. Order forms JH =
H. Order |abels for |abd printers k4 #
|. Order ¥ labed privkers and "' laser printers FT !
J. Order HCFA form s [ check wath Donna on what she currenty has in stock] bt /!

REMARKS:

F1 - Feter Talbot ML - Michelle Lopes
Ji - D Mitchell LL - LynnLash

LH - LChnz etz UE - Deboe Bilirgs
M - Reg Holk Db - DonEwvans

W - WWarner Millz I - Maureen o
LH - Diarea Hell e LE - Labenine Brargon
s - Mike 51500

1'% Tarn \Welsh

oL - uzane Long
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APPENDIX D — (continued)
Sample Technology Conversion Plan

Page 2

MDE Enterprises

10422001 www.mde.net
Project: USHW FLORIDA Assimilaton

FProj. Mgr.: [WiKe Sisco (mikeiimde.net 666-355T1117)

ACTIVITY
L. Infrastruchare Implemertation
A Cablethe dirics
B. |retd] Witk equipment and establish cornectivity wlwest [Clinics)
C. Inztall M5 Office, Client dcrsss, and e-mal onPC's
. Inztall additional PC's and printers
E. Configure syzsterns boweork, vaiizting envirorment [TCFIP)
F.Setp 'dld system” access for ongaing 'lockup”
. Set up workstation & prirker at each fadlity for rairing
H. Determine means of printing scresns for Stolas system after e
(If prirk screens are nct viable, Joe will create form lemplate o use

)
]
k=]
=y
e
o
]
]
[
o
=

74

=0T e L P —

23333333

|. Conference call wath TomPeter to coordinate [ogistics for 'live”

=
ol
pt

Page 3

MDE Enterprises

10125200 www.mde.net
Frojedt: USHW FL ORIDA Assimilaton

Proj. Mgr.: [WiKe 51500 {(¥kefimdenet 666-355-T117)

ACTIVITY

u|
1]
k=l
=
=
a
o
]

213 16 74

I¥. Lhinc Setup [Gystems]
A Setup new dinic codes and rel gted m aster files
- Fadility & Disizion
- Sdes Feps
- Phyzicianz
- Collecors
B. Create Florida database on 45400
C. Setup User-D's & pasawwordz - Metwork, & ASM00
D Setup emal addesses for designated users
E. Establizsh protocol admiristr ation procedures
F. Test databaze for ClinicResenue Management operation
G, Printrepart of phyzsiciat setup for BEO resian
H. AddEmploper Master records to ASH00 datsbase
|. Add Papor Master records to 25 M00 datdbase
J. Add Emploper Frobocol records to AS 400 database
K. &34 Charge Master records o A5 A0 database
L. Create Florida traning database
M. Copy ICO9file bo Florida
M. Addtest codes [JoeChis o prowide]
0. Obtain keys and security codes for access to dirics over the weskend
F. Add OPTID parameters for rew dinice month-end reports DH 2k !

=] O LT e ) P —
SO M

e

FRIZRRRERIARAEEEEEER
S
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APPENDIX D — (continued)
Sample Technology Conversion Plan

Page 4
MDE Enterprises
10122001 www.mde.net
Froject: USHW FLORIDA Assimilaton
Froj. Mgr.: lifike Sisco (mkelmdenet; 666-355-T1117)
ACTIVITY Resp [7 (14 5 1219 249 8 7 N4

IR Froganmmng
el A1 Design 1stYisit Repor H *
K] A2 Program Tzt Vigit Report 1 [H /
N A3 0A TstVisit Repart #1 P !
i EB1. Design 1stVisit Reporti? [H >
B B2 Program Tst Visit Report #2 H /
il B2 OATstVisit Report 8 P /!
A C1. Progam Ohw(C-8 cdlection programs 0e
El  CZ2 04 DWE-8 collection progams DHAAD /
i [1.  Progam DhwC-9 collection programs e *

D2 (& ChwC- 9 collection programms DHAAD /

E. Set up miini-test daka for training prepa aion DHMkA !

F. Crederepot of Ernplovers sorted by $volume with adiaty inpast 12 montl - TH *

5. Create report to identify Payors with Emploger activity last 12 morths H /

H. Determine zolution o the Doctor Firdti sue DHLE /

Page &

MDE Enterprises

10A22001 www._mde.net

Project: USHW FL ORIDA Assimilaion
Proj. Mgr.. IMIKe 5150 (mheiimdenet 666-555T117)
ACTIVITY Fesp f7 14 5 N209 2 (3 B T4

IR Y1 Iraming - Llnics
bl A ldentify dikic onsite resources & schedule their paticipation Ju !
Kl E. Define dinic raning agenda and approach o use k0 b
Y L Prepaedinictraningmaerids G !
i [ Conduct dinic trairing 5] ! !
[ E Conductdinic'live suppart’' 1esource training [24 hours prior ta 'live') ] /
I F. Provide"oolive support MOLCF A
RYIL Iramng - HEU
N A ldentify RBO I aning requirements for Florida LC !

B. Define RBO training agenda and devel op materials LC !

C. Conduct RED traning LC /
i [ Proside "ooclive support LC /
E1VIL. Traning -Forms

A |dentify ainer P b

B. Deliver training Ju !

1< Physidan Traning

A |dentify rane P S

B. Prepare maerids Jid !

. Deliver faning JM !

D Provide "oodlive suppoart Ju /
il Maketing Tranng

&, |dentify rarer E b

B. Prepare materids B3] !

. Delrver haning B3] !

0. Prosade "go-live' support B i/
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APPENDIX E
IT Initiatives Portfolio

This is a wide spreadsheet so it is split into two parts and provided only for reference.
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The Practical IT Manager GOLD Series of books and tools will
help you manage your IT organization better. The processes and
tools discussed in these publications are used by thousands of IT
managers around the world to achieve more success.

The series includes the following titles and more:
IT Management-101: fundamentals to achieve more™
IT Assessment: the key to IT success
IT Strategy: align your IT vision for business value
IT Project Management: a practical approach
IT Asset Management: tracking technology assets
IT Organization: right-size your organization for success
IT Staff Motivation and Development: build a world class team
IT Budgeting: operational and capital budgeting made easy
IT Due Diligence: merger & acquisition discovery process
IT Assimilation: consolidating redundant technologies
What To Look For in a CIO: get more value from your IT investment

“Every aspiring IT manager will, without question, benefit from your work.”
Bryn Thomas - Philadelphia, PA

“l am so thrilled to find a resource that addresses my needs as an IT executive.
I've been looking for something like this for years.”
Charise Simpson - San Diego, CA

“Your publications get to the heart of IT management and provide practical
examples not found in other books.”
Dan Tankersley - Paducah, KY

“The value of the materials is excellent and can be used by any manager in any
field, even outside of IT.”
Kenneth Wakati - Dar es Salaam, Tanzania

“Mike’s experiences offer valuable insights on how to build an effective IT
organization that can truly make a difference.”
Judy Campbell - Austin, TX

Achieve mora™

MDE Enterprises, Inc.
“helping IT managers of the world achieve more success”
www.itmanagerinstitute.com




